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Abstract 
Educational decentralization has transformed the roles and responsibilities of all education actors. Particularly, the role of 
principals and school leadership has become lately a focus of attention for their direct and indirect effects on educational 
outcomes. From the perspective of competence development, professional certification has become an authentication tool for 
the actual professional capacity to respond to a job or a set of tasks verifying the level of capacity in terms of knowledge and 
skills of a worker. This trend is no stranger to education, with a strong emphasis on the effects of these elements in the teaching 
profession and into an educational project affecting the results of the quality of education received by children and youth.  
Considering this scenario, and based on international experience and literature reviews, authors propose a competence-based 
model that aim to define the professional profile that would allow improving school performance and educational outcomes. 
The proposed model, considers a holistic approach with 16 technical, behavioral and contextual competences that are defined in 
this document, defining the expected actions that should be carried out in order to develop these abilities, and therefore 
influence school management and performance. 
© 2012 Published by Elsevier Ltd. 
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1. Introduction 
The concern for the needs and aspirations of inhabitants from a territory is reflected in the objectives, 
approaches and strategies of national governments to improve the quality of education, trying to build a more 
equitable society in which each individual can obtain a level of education that allows equal access to opportunities 
for personal, professional and social development. As the Global Monitoring Report establishes quality of 
education "… it determines not only how children learn and if they learn well, (but also) the extent to which 
learning is reflected in a number of benefits for themselves, society and development " (UNESCO-EFA Global 
Monitorig Report, 2005). 
Education plays an important role in human capital formation through which is delivered knowledge, skills and 
individuals abilities so that they can become a contribution to the process of social and economic development of 
territories (Becker, 1993). Regarding the actors involved in the educational process, who are eventually the 
responsible to translate into practice policies and educational projects, can be distinguished three categories: 
providers (teachers, principals, supervisors), beneficiaries (students and their families) and government (central 
bureaucracies, sub-national administrative level). Their differences in nature affects their ways to process and 
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manage the policies and education performance (quality), which through the design and implementation of 
strategies aimed at developing their capabilities could initiate a transformative process to allow the processes and 
expected results to be obtained. 
This paper proposes a strategy to develop the capabilities of these actors, specifically school leaders and their 
teams, seeking to identify and promote the development of a set of skills and abilities that could allow them to 
meet the new roles and challenges set by educational policies and projects. 
The proposed model aims to offer a professional certification model which defines the competencies and skills 
associated with the school board, based on what the literature review and international experience shows that have 
yielded improved results. Additionally, seeks to promote professionalization of this activity since the transfer of 
new responsibilities has not been accompanied by a process of matching skills to obtain the desired results. 
2. School Leaders: challenges  
As noted by Espinola and Silva (2009) the regulatory frameworks that establish the roles and responsibilities 
for each level of educational management are underdeveloped considering the complexity of the functions that 
they should develop in order to become involved as constructive and active entities in improving the quality of 
education . 
From this approach, both the director and management team are becoming increasingly important to identify 
their direct and indirect influence on school effectiveness and improvement on its performance and results, 
evolving towards the concept of school leadership in which school leaders are the engine of change ( 
1997; Moureira, 2006). 
This concept of educational leadership, with a broad and functional approach, states that should be understood 
by considering the following characteristics: 1) leadership is developed within the framework of social relations 
and its aim is linked to these relationships, 2) implies a purpose and one direction, is an influence process, 3) and 
is a contextual and contingent function. 
From these characteristics, Leithwood proposes a definition of school leadership as: "the work of mobilizing 
and influencing others to articulate and achieve shared goals and intentions of the school"(pp.20) (Leithwood & 
Riehl, 2009), thereby highlights the need to address administrative and teaching tasks, to ensure so a local  that the 
local educational administration has clear lines of action and resources availability (mobilization) which allows 
schools to manage quality and respond autonomous to local and educational needs of their community (influence). 
2.1 Proposed Model for school leaders professional skills certification 
The proposed certification model for the School Board, is based on a holistic approach analysis, and is divided 
into 4 levels of certification (4LC) according to the models considered by focusing on Project Management 
(IPMA, 2009) and the model school certification of quality management  raised in accordance to 
the ISO17024 (ISO/EIC 17024, 2003) for organizations that certify individuals, proposing: an early development, 
manager, professional and excellence levels 
This model main innovation is that its focus on educational management, on students learning outcomes of 
(quality education) and organizational structure improvement. The proposed model is geared towards elementary 
and secondary public schools funded in urban areas, and each proposed certification level is determined by a set of 
characteristics and levels that point to the professional development process that promotes the model. 
2.2 Competences for School Principals. 
For selecting the competences elements considered in this proposal took into account international experience 
and references contained in the literature review , using a holistic approach in which variables of school 
management technical competences, behavioral abilities that are considered relevant to the performance of a 
school principal, and contextual variables considering both: within the educational project as with the environment 
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in which it develops  (Cheetham & Chivers, 1996; Schon, 1987; IPMA, 2009), considering that the role of the 
board is not only inserted within the structure of an educational project, but at the same time is developed in a 
territorial context determined by its social and economic conditions. 
The structure of competencies considered 16 elements including leadership competence as a crosscutting theme 
and necessary for the development of effective school leadership and quality, which can have effects on the quality 
of education that is delivered (Leithwood & Riehl, 2009; Pont, Nuscha, & Moorman, 2008; Bryck, Bender 
Sebring, Allensworth, Luppescu, & Easton, 2010). Around this item, there are other elements of competence 
distributed into the following areas: technical (linked directly to an education project, management of resources 
and focus on classroom practices); behavior that seeks to characterize the ability to lead and influence other 
members of the school community, and finally contextual skills oriented school management connection with the 
environment in which it is located. A brief description of each of the elements is presented below. 
2.3 School Leadership 
The concept of school leadership is a concept that has gained in recent times increasingly importance in the 
debate on the quality of education. However, its definition and dimension shows different facets of the ability that 
in turn determine the effects, direct and indirect, that it can have on school performance considered as a creator of 
spaces for mediation and stimulation of effective teaching processes . 
Leithwood (Leithwood & Riehl, 2009) raises the importance of the definition of this variable with a 
comprehensive and functional approach, which suggests that educational leadership must be understood by 
considering the following characteristics: 
1. Leadership is developed within the framework of social relations and its aim is linked to these relationships. 
2. It implies a purpose and direction 
3. Is an influence process 
4. Is a function 
5. Is contextual and contingent 
From these characteristics, Leithwood proposes a definition of school leadership as: "the work of mobilizing 
and influencing others to articulate and achieve shared goals and intentions of the school" (pp.20) (Leithwood & 
Riehl, 2009). 
In another approach to managerial leadership, Moureira (2006) notes that good leadership is one that promotes 
strategies and processes that influence the quality of learning through the identification of critical factors that 
could explain the variation in performance, transforming educational practices and promoting an intelligent 
organization of information to learn and innovate in the school setting  a climate conductive to collaborative work, 
and efficient and effective use of available resources to achieve its objectives (Moureira, 2006), which in the 
international literature is recognized as an instructional or educational leadership. 
From the perspective of change processes and improvement that can be generated within a school, Bolivar sees 
leadership as a facilitator of change, called transformational leadership in which guidance is done with an 
individual and collective approach in which there is not only influence but there is a link between the different 
actors in the process that allows to build an organizational culture which in turn impact on school performance 
(individual and collective) . 
Parallel to these trends already positioned in the field of education, the literature identifies a recent interest in 
distributed leadership that seeks to promote horizontal and organic structures, which suggests that the interplay of 
roles and functions allows implementation initiatives and policies with better development opportunities (Pont, 
Nuscha, & Moorman, 2008). 
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2.4 Technical Competences 
2.4.1 Institutional Educational Project 
Institutional Educational Project (IEP) is a project of the educational community, build from a process of 
collective reflection on the objectives it seeks to achieve through education, gives identity (objectives, values, 
goals and intentions), validity and continuity to the institution, building the basis of basic criteria from which all 
actions are derived from its particular and unique context (Aguerrondo, 2002; Pini, 2007). 
The IEP can then be presented as a "contract" that engages and binds the members of an institution with a 
common goal or purpose, which is established from a consensus among the members of the educational 
community based on the needs and expectations in force. From the initial work of reflection, analysis and 
discussion, from which arises a document that sets out actions related to each other, aiming to promote 
institutional change to work for a better situation from the existing reality. 
2.4.2 Classroom Practices 
Elmore states that within schools can identify the teaching core, which is made by the teacher, students and 
content, these being the final elements that determine the quality of teaching practice and  educational 
outcomes. From this perspective, it appears important that any approach for improvement in this area must be 
accompanied by a approach to the classroom and practices developed in it. Thus, it generates a flow of 
two-way information and knowledge that enables principals to identify areas and processes that must be improved, 
and teachers improve their teaching practices (Elmore, 2004). 
This approach of school management to classroom practices as a critical skill for a competent school 
leadership, given through monitoring and support mechanisms to teaching from three approaches: 
Individual care and support for teachers 
Intellectual support (improvement in knowledge) 
 Permanent interaction with students  
2.4.3 Teamwork 
Teamwork is defined as a group of individuals who collaborate and interact with each other in a coordinated 
action responsible for the development of a project or activity in order to obtain the desired results. Generally 
teams are built from individuals with complementary expertise and skills committed to a common responsibility, 
interdependent, with individual and group objectives, which in the case of education projects is the delivery of 
quality education. 
For effectively and efficiently managing a team it is necessary to assess the specific needs of the project, the 
individual profiles in accordance with it, and make an allocation of roles as well as in decision-making and 
representation to enable people to achieve the objectives and expected results. Within individual profiles appears 
critical to identify the ability to collaborate with others and reliability as complementary to the expertise that each 
individual can handle, assigning roles according to the capabilities of each individual, assessing continuously 
teamwork looking for tools to develop positive synergies that will allow the results expected in the planned time 
and costs. 
2.4.4 Management of Change 
The management of change is the ability to make timely adjustments in the objectives and goals in order to 
maintain performance levels in learning and efficient use of resources with a focus on sustainability. This concept 
goes hand in hand with adaptability or ability to adapt to new circumstances and needs that may occur or changes 
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that could be generated through the development of the IEP or implementation of new regulatory proposals from 
the central governments (regional or local as appropriate). 
In this context, Fullan proposes the concept of "educational change" as creating the conditions for developing 
organizational and individual capacity to learn, paying special attention to creating a school culture supported by 
the relationships and values by all those involved in the educational project, consistent and aligned with the IEP 
goals and based on the continuous development as the main engine of change. It proposes that for a meaningful 
change must be integrated into the the school culture, engaging in the process all stakeholders, as a tool for the 
common good (Fullan, 2002). 
2.4.5 Resource Management (material, human and financial) 
Resource management considering material, financial and human, is directly linked to the ability to set goals 
within available resources to meet timing and process phases. In practically all definitions of management is 
possible to find important common elements: setting goals, choosing the most appropriate means to achieve them 
before taking action (plans and programs), decision making prior to the action (Ackoff, 1981), decide in advance 
what to do and how it should be done (Murdock, 1994). 
In this ability are combined the capacity to organize learning resources to support the achievement of the 
educational goals and priorities (material), the ability to create institutional conditions for properly performing the 
processes of selection, evaluation and development of teacher staff (human), and the ability to ensure that 
management and financial control are effective and allow improvement of the results of development (finance). 
2.4.6 Communication, Information and Documentation 
The competence of communication considers the ability to develop effective information exchange between 
parties and the understanding of this by both the sender and receiver. 
For principals to develop an activity consistent with the objectives and integrating into the process to all 
stakeholders seems vital to promote effective communication; transmitting correct, consistent and accurately 
characterized by useful, clear and timely information. 
As schools are located in a particular context with different actors, it is considered important to promote the 
implementation of a communication plan to ensure effective communication and management of confidentiality, 
rising as pillars of transparency and cooperation, in order to increase knowledge and experience within the school 
community as well as meet legal reporting requirements and environmental organizations. 
Information and documentation management become an essential tool for the advances of a process of change or 
educational project (accountability). This competence will allow minimizing risks of failure, early detection 
opportunities and problems where knowledge is acquired for continuous improvement and for new projects 
(Tramullas & Gray, 1990). 
2.4.7 Quality and continuous improvement 
Following the formulation of regulations such as ISO 9000:2000, processes and continuous improvement has 
allowed the consolidation of a dynamic and proactive approach. 
As its name implies, the purpose of this competence is to create a system which integrates the planning, 
implementation, verification and improvement phases. This skill combines a set of actions that allow the 
organization and team to gradually increase their ability to create value and meet the needs and expectations of its 
users and other stakeholders. The continuous improvement is part of the dynamics of organizations where value of 
quality and efficiency should be considered permanent and systematically, increasing proactive and preventive 
responses, and reducing reactive actions which tend to be linked to the resolution of problems or conflicts. This 
continuous improvement competence becomes an ongoing action, a strategy of action taken to increase capacity to 
meet the requirements and optimize the performance of the organization. 
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2.4.8 Talent Development 
Improvement of teaching practice is directly influenced by what the literature calls teachers "talent" to 
effectively communicate the content and best practices relevant for the students training. 
This "talent" is a feature that combines expertise and skills, which together will give the teacher the necessary 
tools to develop the learning process, and through its development can make improvements in teaching strategies 
and have direct effects on the core teaching. 
2.5 Behaviour Competences  
2.5.1 Engagement and motivation 
Engagement is the personal contribution from the principal to the educational project and the people who are in 
or associated to the project. The commitment makes people to believe in a project and to will to become want a 
part of it and work together for a common goal. The motivation of the project team depends on how people join 
and its ability to cope with the ups and downs of the project. 
The engagement to the people involved in a project and its motivation have to be honest, resulting in a good 
working environment and productivity of each individual and teamwork. To motivate all involved actors requires 
that the principal to be aware of individual skills and experience, attitude, circumstances and intrinsic motivation. 
2.5.2 Creativity and Innovation 
Is defined as the ability to think and act in an original and imaginative way, and is a source of ideas to solve 
problems by transforming ideas into workable solutions. 
The methods used to find a creative solution may vary according to the specific needs, but they all have in 
common the problem analysis from different perspectives, combining tools, knowledge, experience and common 
sense as well as collaborative work that allow generating new ideas and learning from the ideas of others. 
In creativity there are abilities that may empower and generate better results such as: fluency (ability to produce 
ideas and associations of ideas from a concept, object or situation), flexibility (ability to adapt quickly to new 
situations or unforeseen obstacles , going to our previous experience and adapting to the new environment), 
originality (the ability to focus in a unique and different way of thinking), processing capacity (capacity that makes 
it possible to build anything on the basis of prior information), sensitivity (ability to capture the problems, capacity 
to approach the interest in people, things or situations external to the individual), redefinition (ability to understand 
ideas, concepts or objects differently than had been hitherto harnessed for new ), abstraction (ability to analyze the 
components of a project and understand the relationships between these, and extract details already worked out a 
whole) and synthesis (the ability to combine several components to reach all creative). 
The development of collective and individual creativity can be fostered through team strategies to stimulate 
record, evaluate and act on new ideas. 
2.5.3 Results Orientation (Learning for performance) 
Results orientation is related to focus the attention of management and teaching in certain key objectives from 
the IEP, considering optimal outcomes for all parties involved. 
Principal must ensure that project results are consistent with the , maintaining a level 
of awareness of the general and specific questions to react to legal or political developments affecting the project. 
Furthermore, this competence is complemented with the ability to search, assimilate and share new knowledge 
to enhance their personal and professional development. 
The results of an educational project can be grouped into: 
School performance, 
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(professional development and continuing education) and, 
Results involving other stakeholders. 
Principal must be clear about expected outcomes and manage the distribution and development of team 
members taking into account their expectations in order to achieve the expected outcomes. 
2.5.4 School Learning Climate 
School Learning Climate is defined as conditions that must exist within the school for a good development of 
the pedagogical function, by generating an atmosphere of study for students and teachers, whose critical conditions 
can be described as: order, conduct rules and role distinction. 
In the second comparative study conducted by UNESCO indicate that "global analysis of school factors shows 
that school climate, infrastructure and services and the availability of books in the library relate consistently and 
positively associated with achievement in almost all areas and grades tested. School climate, as discussed below, is 
the variable that most contributes to the explanation of student achievement. UNESCO/ICFES, 2005, pp.151), 
determined from the results that school climate is the variable of greatest impact on learning outcomes and student 
performance. 
2.5.5 Problem Solving and Negotiation 
For Tallman and Gray a problem as is a non-routine event, generally defined as an obstacle to achieve a desired 
goal under conditions of uncertainty as to: (i) the means to overcome the barrier, and (ii) the result of the use of 
any particular mean (Tallman.I. & Gray, 1990). 
Given the need to solve a problem, it requires some kind of mental or physical activity activities that 
successfully eliminate, avoid or overcome the barrier of obstacles. Problem solving is a process that involves at 
least three stages: recognition, selection of an alternative and an evaluation of the results (Tallman.I. & Gray, 
1990). 
Its origin can be varied and involve individuals, small or large groups with a direct effect on the level of 
complexity. In educational problems tend to be caused by weak communication among actors of the educational 
project and the surrounding environment. To address these conflicts or barriers appears to be critical that the 
principal has the ability to detect problems, convening stakeholders and seek consensus solutions to them. 
Negotiation is the ability to reach agreements to resolve points of conflict or disagreement to reach a consensus 
preferred solution satisfactory to all concerned. A principal who knows how to negotiate can get to avoid major 
conflicts, and should seek to establish and maintain good relations between all parties and keep them throughout 
the negotiation process. 
 
2.6 Contextual Competences 
2.6.1 Social Responsibility. 
The school as an institution is widely recognized for its social role in the initial human capital formation. This 
work, relevant to the determination of territorial development processes is linked to the initial training with equity 
and quality for all children, delivering equal access to training opportunities to enable them to develop 
professionally and personally. 
This ability should result in four key areas that appear to achieve the above objectives: 
1) Equity promoting a inclusion policy (anti-discrimination) 
2) Development of a pedagogical strategy that addresses the special needs that can be detected according to 
specific contexts. 
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3) Influence on the construction of social capital, mobilizing human and cultural capital that is within the 
institution, building social networks with their environment and community. 
4) Accountability from two approaches: external (principal to parents and holders) and internal bi-directional 
(from the principal to teachers focused on the progress on strategic objectives, and from teachers to the 
management team on their performance). This element must be considered as an element of continuous 
improvement considering variables such as: IEP goals, performance in learning and living environment for the 
development of improvement plans. 
Within the combination of these four elements is that the school can become a "significant"  agent for the 
society in which is inserted (Robinson, 2007), positioning itself as an agent of change not only the cultural 
capital and human social but that it can also directly influence the local development processes. 
2.6.2 Institutional organizations Management 
The school is an institution that is embedded in a context that is not only territorial but also institutional. Actors 
such as community, municipal holder (Management) and public educational institutions such as educational 
secretary (Teaching Curriculum), superintendent and Quality Agency need to interact with principals and their 
teams, and determine guidelines for standards, educational curriculum, management, accountability, among others. 
In this scenario, the  role combines aspects of different scales at which must know how to respond to 
the requirements of each of the permanent organizations, and integrate and transmit relevant information from 
these relations processes within the establishment. 
2.6.3 Social environment Appreciation 
It is the ability to perceive the intrinsic qualities of other people and organizations involved in the development 
of the EIP, understanding and integrating their views on process of design and in its implementation. It covers the 
ability to communicate, be receptive to different opinions, value judgments and ethical standards, based on mutual 
respect, seeking to gain acceptance and commitment of the project by all parties involved, such as individual, 
organizational and society. 
On a contextual level, the appreciation of the environment to understand the different levels of impact, create 
support networks that are considered necessary to achieve good performance in both external and internal relations 
of educational organizations. 
3. Discussion and Conclusions. 
The importance of principals being able to face the new decentralized scenario have placed in relevance the 
skills that should be contained by those who assume these positions, becoming a topic of debate that allows 
authors to suggest that there is a need - from the stakeholders and society - to improve in these areas and that this 
ultimately is reflected in the results of educational performance. 
The proposal to promote a system of professional certification as a strategic tool for improving the quality of 
education, aims to develop a system that could be seen as objective that is developed by a third impartial party, 
and constructive in terms of a professional development that could become a tool for individual improvement that 
could positive influence the school performance. 
It is important to note that this process of professional certification, must consider the background of 
knowledge and experience with a similar proportion for both elements, thus promoting the model to be developed 
in a continuous and progressive way as a professional development tool, covering all areas affect
activity in classroom activities, within the school and with the community in which it operates. These three 
perspectives are considered necessary by experts and international experiences to improve from within each school 
the learning processes and outcomes of student performance. 
The proposed model has been built in a generic manner so that it can be adapted to different national realities, 
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according to current education legislation, thus providing tools for the proper performance of the activity directors, 
though its actual aim is in Chile. 
Finally, note that this proposal is at an early stage of development, and will be through the implementation that 
this model will be improved and adjusted as identify new needs and requirements of the educational process. 
Acknowledgements 





Ackoff, R. (1981). Creating the Corporate Future. New York: John Wiley & Sons. 
Aguerrondo, I. (2002). La Escuela del Futuro I: Como piensan las escuelas que innovan. Buenos Aires: Papers Editores. 
Becker, G. (1993). Human Capital: A theoretical and empirical analysis with special reference to education (3rd Edition ed.) . Chicago, USA: 
The University of Chicago Press. 
25-46). Madrid: UNED. 
Bryck, A., Bender Sebring, P., Allensworth, E., Luppescu, S., & Easton, J. (2010). Organizing Schools for Improvement: Lessons from 
Chicago. Chicago: The University of Chicago Press. 
Cheetham, G., & Chivers, G. (1996). Towards a holistic model of professional competence. Journal of European Industrial Training , 20 (5), 
20-30. 
Elmore, R. (2004). The Instructional Core. En E. City, R. Elmore, S. Fidman, & L. Teite, Instructional Rounds in Education. A network 




profesorado , 6 (1-2), 1-14. 





Brucelas: AENOR (CEN/CENELEC). 






Pini, M. (2007). El Proyecto Educativo Institu
 
Pont, B., Nuscha, D., & Moorman, H. (2008). Improving School Leadership: Policy and Practive in OCDE Countries . Paris: ODCE. 
Robinson, V. M. (2007). School leadership and student outcomes: Identifying what works and why. (A. M. (Monograph 41, Ed.) Winmalee, 
NSW: Australian Council for Educational Leaders. 
Schon, D. (1987). The reflective Practitioner: How professionals Think in Action. San Francisco: Jossey Bass. 
Tallman.I., & Gray, L. (1990). Choices, Decisions and Problem Solving. Annual Review of Sociology , 405-433. 
UNESCO/ICFES. (2005). Segundo Estudio Regional Comparativo y Explicativo. Colombia: UNESCO. 
UNESCO-EFA Global Monitorig Report. (2005). Education for All: The Quality Imperative. Paris: UNESCO. 
